ABSTRACT
INTRODUCTION
This study investigated academic institutions' administration of annual performance appraisals on Librarians working therein, then to discuss their purpose and values. Discuss the findings; conclusion on the issues of librarians' appraisals will also be illustrated. Finally, recommendation will be provided on how the current practices can be improved upon by organizational leaders to enhance productivity. Appraisal can be defined as the process of evaluating the performance and assessing the development and training needs of an employee. This is to say that there are two aspects which staff' performance can be measured against certain standards and the other aspects is the developmental; that means there is no positive or negative judgment involved, but to identify the training needs of the staff and to find out what can be done to improve related skills and knowledge. Partington and Stainton (2003) present tree important purpose for performance appraisal; First, it furnishes recognition for the meritorious aspects of the staff members' performance. Second, it alerts the staff member to the degree of improvement needed in any weaker aspect for his/her performance and, thirdly, it prioritized the aspects of performance in which improvement is needed. Many benefits can be derived from development-oriented librarian appraisal.
LITERATURE REVIEW
Many academic libraries carry out staff performance appraisal annually. It is not uncommon that staff members do not take staff appraisal seriously enough. Appraisal sometimes ends up being just another annual task to be finished on schedule. It is done because it is necessary, and once done, it will be out of sight, out of mind. Most academic libraries adopt the centralized appraisal form issued by their universities' staff assessment department. As Prentice (2005) describes, 'The centrally devised rating form provides a general assessment but does not address differences in activities or applications from unit to unit." The job nature of Librarians differs greatly from other academic and administrative units of the academic institutions. Even internally, the nature of work is very different between reader services and technical services. Clearly, the one-for-all type appraisal form designed to serve a general purpose will not be able to adequately reflect the specificity of skills and job performed by the library Librarians. Rating scales are commonly found in the appraisal forms used in academic libraries, some are used in appraising supporting staff only, while some are used for all categories of staff. As Broadfoot (1998) pointed out, "appraisal constitutes a powerful inhibitory force to the development of the understandings and practices that are increasingly being called for in the post-modern 'learning age' and it has 'profoundly influenced learners' confidence and self-esteem.'' Every library requires appraisers to work out the performance objectives with appraises in a separate exercise in advance in order to set targets to evaluate against, otherwise the appraisal will normally be based on some single incidents or just the general impression of the staff. Tersesa (2007) gave the example of the Library of the City University of Hong Kong as it requires supervisors to discuss with staff and set performance objectives or targets at the beginning of the year as a standard for the next appraisal to be based on. Although extra work will be required from the appraises, such practice should be encouraged as it will involve a higher level of staff participation and interaction in the process and enhance the effectiveness of the appraisal and the collective measure to taken. Partington and Stainton (2003) .emphasized that "Staff see little or no link between the appraisal process and the formulation and achievement of departmental and institutional plans, the identification of the measuring scale and provision for continuing professional development." Most libraries link the staff appraisal to staff academic qualification and general activities or standard of the institutions, such link is often too loose. Appraisal can be powerful and influential if it is used for reinforcement and disciplinary decisions, such as staff promotion, crossing of efficiency bar and pay raises, as well as termination of contract (Tsersesa 2007) . Not all libraries have measures to follow up what has been written in the appraisal report or there is no consequence of unsatisfactory performance. Some appraises do not care very much what the appraiser says, as they know the report will not be followed up by any substantial action and it makes no differences to their position. As quoted in the Dictionary of Human Resource Management (2001), "There are management cynics in every workplace who view appraisal as an unnecessary bureaucratic exercise which takes them away from their 'real' work. Similarly, there are cynical employees who view appraisal as an unnecessary hoop they have to jump through every year because it makes no difference to how they undertake their work or the opportunities they are given." Jordan (2002) pointed out that, "Implementing a new or revised appraisal system is almost certainly doomed to failure if the correct emphasis is not placed upon training appraises". Another key to a successful librarian appraisal system is the communication of expectations. The appraisal is a tool for the senior management to envision to share the institutional mission of the institution, as well as the specific goal and purpose of the library with the employees after appraisal administration. For the appraisal to be effective, apart from institutional support, staff participation and interaction are essential in setting the objectives and measurable targets, as well as drafting the standards and guidelines for evaluation. Cole (2002) suggested that, "Where openness and participation are encouraged, any system will be discussed first with those involved, with the result that appraisals are more likely to be joint problemsolving affairs rather than a 'calling to account' by a superior." Therefore, Interim discussion sessions with continuous follow up and revision of the staff's developmental needs should be arranged and focus on communication, idea sharing, feedback and coaching as well as corrective measures. This arrangement also allows appraises more time to improve and develop towards the objectives set. When librarians join the staff, they should prepare performance goals and establishing goals, the supervisor then provides close direction.
OBJECTIVES OF THE STUDY
Appraisal if well structured can be a tool to identify individual staff needs and how they can be linked to the institutional mission and future planning for training and development, specific actions and plans can then be suggested as to how individuals could be motivated and thereby improved on performance. Many academic libraries carry out staff performance appraisal annually, appraisal sometimes end up being just another annual task to be finished by the deadline. Academic Librarians in academic institution are the main hub in the day to day maintenance of institutions' learning resources as well as teaching, giving instructions to users and carrying out daily administrative duties in order to enhance proper learning and teaching environment within; hence, the librarians in academic institutions are faced with a unique professional responsibilities that should be uniquely appraised based on their job description. Therefore, the objectives of this study are to:  Investigate the type of annual performance appraisal approach administered by various academic institutions in Nigeria.  Identify the different department responsible for the administration of annual performance appraisal in academic institutions in Nigeria.  Investigate the extent at which the APA administered in academic institutions in Nigeria measures the job specifications of librarians working the various institutions.
METHODOLOGY
Quantitative research method was adopted for this study, using survey approach to illicit information form the respondents who are mainly librarians working in various academic institutions in the six geopolitical zones of Nigeria. Structured questionnaire was administered to (51) fifty-one career Librarians working in different tertiary institutions of higher learning and research institutes across Nigeria and (33)thirty-three were filled and returned, questionnaire were analyzed using simple percentage.
.
DATA ANALYSIS AND DISCSSION OF FINDINGS
A descriptive analysis of data collected to investigate the administration of Annual Performance Assessment (APA) in academic libraries in Nigeria. Total 33 100.0 Table 5 above reveals the respondents establishments handling APA in the studied institutions. From the analysis it shows that 14(42.4%) of respondents indicated that human resources department handles APA in their respective institutions while 8(24.24%) indicated establishment department, 9 (27.3%) indicated the registry department and 2(6.06%) indicated Appointment and Promotion Committee. Hence, it is revealed that human resources department handles APA in most of the institutions studied. Table 6 reveals the respondents view on how best to administer APA. From the analysis, which is placed in ranking order, indicate that most of the respondents felt that there should be a specific designed APA questionnaire format for academic librarians as clearly shown on the above chart and the bar chart below. Hence, this is ranked as the 1 st in terms of proposals, while few others felt that there is nothing wrong using general APA questionnaire across-board in academic institutions, hence this is ranked last.
CONCLUSION
An effective appraisal system is essential for human resources management in an organization. It encourages staff development and help increase productivity. Quality staff performance appraisal, if administered appropriately in a developmental sense, can become a channel to provide more learning opportunities for staff as well as powerful instrument in building a learning organization. A quality and effective appraisal system helps the library to develop a more open and liberal culture. It will promote open discussions among all levels, leading to cooperation, and encourages constructive commendations without hard feelings. Libraries should, therefore, shift from an evaluative approach to the human relations and developmental approach when carrying out appraisal. The concentration is to train the appraisers, strengthen the staff communication and interactions, focus on training and development, re-design the tool, improve the accuracy of the assessment, and ensure appropriate followup actions. It is only with such a paradigm shift that libraries may be able to facilitate a learning society for staff and successfully develop the right staff to cope with the changing environment. Therefore, Librarians being a unique profession with specific functions need a tailored APA formats that could rightly evaluate the various aspects of their job specifications even though the performance evaluation may be centralized or decentralized. Proposal on how best to administer APA
RECOMMENDATIONS.
In order to foster an effective librarians' appraisal system, a few measures should be considered. The first key to a successful appraisal system is the appraiser; the appraiser must be able to see the values of the appraisal exercise. Appraises should be trained to be open-minded, honest, positive and skillful in addressing staff members' capabilities and competences. Clear guidelines and effective training system should be developed for appraisers to reasonably report the strength and weaknesses of the appraises and make logical and fair recommendation as to how the appraises can be assisted in an improvement plan. Most of all, the appraises should be guided to appraise the work performed, not the person. Libraries would benefit more if the objectives for the appraisal and the appraisal form is tailor-made to suit its own situation and specific needs. In views of the specific job nature of library staff, libraries should design their own appraisal formats to modify the central formats in order to suit each group of staff to accurately and effectively reflect the important aspects of their job specification and thereby evaluate performance. The nature of work in the library are quite different between readers' services Librarians and technical services Librarians, etc. and so if libraries or relevant department could customize the performance evaluation standard for different categories of staff, so much the better as seen from the response. Another key to a successful staff appraisal system is the communication of expectation, because appraisal is a tool for the senior management to envisage the staff to share the institutional mission as well as the specific goal and purpose of the library. Objectives should therefore, be clearly identified and communicated to the staff. Appraisers should first explicitly, let staff know what the expectation are and then provide a development plan for how to meet these expectations as well as necessary support. For the appraisal to be effective, apart from institutional support, staff participation and interaction are essential in setting the objectives and measurable targets, as well as drafting the standard and guidelines for evaluation. As Cole (2002) put it, 'Where openness and participation are encouraged, any system will be discussed first with those involve with the result that appraisal are more likely to be joint problem-solving affairs rather than a "calling to account by a superior." Interim discussion sessions with continuous follow up and revision of the staff's' training and development needs should be arranged and focus on communication, sharing, feedback and coaching. This arrangement also allows appraisers more time to improve and develop towards the objective sets.
